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The Navy's Ship Support Improverent Project is designed
to analyze and develop a saintenance system for all Navy aurface
ship classes. Concepts are being developed tc tring about an
early iamprovement in the ships' material conditicn, extend the
operaticnal use of ships, and iaprove material readiness. The
project encompasses four major programs: Guided Nissile Prigate
Class Support, Bngineered Operating Cycles, Intermediate
Maintepance Activity Upgrade, and HMaintenance System
Developaent. The total cost of the project for fiscal years 1977
to 1983 is an estimated $644 million. Pindings/Cozclusions: The
Guided Missile Prigate Class Support progras calls for ssall
creus, modular replaceazent-type repairs, and progressive
overhauls. Potential problem areas that could affect t.e giccess
of the progras include: the data base, a new supply support
concept, and adherence to the class maintenance plan. The
Engineered Operating Cycle Program is intended tc extend the
interval between major ship overhauls. Problen areas for this
progras also involve the data base or which new maintenance and
logistics concepts are based. Nodernization and improvement
activities of shore and afloat intersediate maintenance
activities may be premature for the following reasons:
intermediate~level maintenance workload needs to be more
accurately defined; the Navy needs to determine the most
effective vay to satisfy intermediate-level workloads: and the
impact c¢f changing Navy maintenance concepts needs to be more
fully evaluated. It is premature to draw any firs conclusions
vith regard to the NMaintenance Systeam Develcpaent Progras since
it is in the earliest stages. Recommendaticns: In view of
current Navy efforts to obtain funds to upgrade and improve
interaediate-level maintenance facilities, the Hcuse
Appropriations Coamittee should requirs the Navy to provide
specific evidence demonstrating the need for such facilities.
The cosaittee should also require the Navy to report
periodically on the results of the various pzogram studies and
their implementation status and, if they are not implegented, to
explain why. (BRS) "
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[REPORT BY THE

Compitroller Generall
OF THE UNITED STATES

The Navy’s Ship Support
improvement Project

The Navy is currently engaged in a compre-
hensive, long-term effort to review its ship
maintenance strategies, requirements, and re-
sources for all classes of surface ships. Called
the Ship Support Improvement Project, the
purpose is to develop an overall, integrated
ship maintenance system to improve the ma-
terial condition of ships.

Tiis report to the House Committee on Ap-
propriations gives some insight on the Navy's
approach to the $644 million project and
identifies several potential problem areas
which, unless closely watched, could affect
the success of the project. The report also
identifies specific project areas where the
Navy has not done sufficient work to justify
current budget requests.
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COMPTROLLER GENERAL OF THE UNITED STATES
WASHINGTON, D.C. 20840

B-13317n

The Honorable George H. Mahon
Chairman, Committee ¢cn Appropriations
Rouse of Representativesz

Dear Mr. Chairman:

This report is in response to your October 19, 1977,
letter in which you requested information on the Navy's
comprehensive effort to improve the material condition of
its surface ships by developing an overall, integrated
ship maintenance system ané an associated contract. Our
report points out that although the development of an in-
tegrated ship maintenance system is in its early stages,
there are several potential croblem areas which require
close monitoring to assure the success of the effort. One
area aimed at wmodernizing intermediate maintenance facili-
ties has not received adequate analyses to justify provosed
*xpenditures.

As ycu requested, we did not obtain written comments
from the Navy. However, we did discuss matters contained
in the report with Navy and contractor officials and their
comments have been incorporated where apprcpriate.

As arranged with your office, copies of this report
are being sent to the House Committees on Armed Services
and Government Operations and to the Senate Committees on
Appropriaticns, Armed Services, and Governmental Affairs.
Copies are also being sent to the Director of the Office
of Management and Budget and to the Departments of Defense
and the Navy. Copies will be available to other interested

parties who request them.
Si € yours/
AL LA i"

Comptroller General
of the United States



ERRATA

To the recipients of the Cormptroller General's report
to the House Committee on Apprcpriations entitled “The Navy's
Ship Support Improvement Project" (LCL-78-433):

At the bottom of page 22, following the word "acceptable,"
ingert:

“level of material condition; that ig, a material condition
standard for each maintenance critical ship system or piece"



COMPTROLLER GENERAL'S THE NAVY'S SHIP SUPPORT
REPORT TO IMPROVEMENT PROJECT

THE COMMITTEE ON APPROPRIATIONS

HOUSE OF REPRESENTATIVES

DIGEST
the objective of the Navy's ship maintenance and
modernization program is to sustain enough ships in
good condition to meet current requirements.

To carry out this objective, the Navy has adopted a
periodic; multilevel approach to ship maintenance
which, depending on the type and complexity of the
work, Places responsibility at three different levels~-
organizational, intermediate, and depot. In fiscal
year 1977 the Navy spent about $3.3 billion at these
three levels to maintain and modernize its fleet.

The House Committee on Appropriations was concerned
about the size of the Navy,/s ship maintenance and
modernization program and wanted to see if alternate,
more cost-effective ways could be found to adequately
maintain Navy ships.

The Committee was interested specifically in obtaining
information on an ongoing, four-part Navy effort,
called the Ship Support Impcovement Project, which is
designed to develop an overall, intsgrated ship main-
tenance system to improve ship material condition.

The Committee also requested specific information on
the Navy's selection and use of a contractor--
Anerican Management Systems, Inc.--to do the work on
one part of the project, called the Maintenance System
Development Program.

THE SHIP SUPPORT IMPROVEMENT PROJECT

The Ship Support Improvemernt Project is desigred to
analyze and develop a maintenance syatem for all Navy
surface ship classes. Concepts are being developed
to (i) bring about an early imp:ovement ia the ships'
material condition, (2) extend the operational use

of ships, and (3) improve material readiness. The
pProject encompasses four major programs: Guided

LCD-72-433
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Missile Frigate Class Support, Engineered Operating
Cycles, Intermediate Maintenance Activity Upgrade,
and Maintenance System Development. The total cost
of the project for fiscal years 1977 to 1983 is
estimated to be about $6%4 million.

The Guided Missile Frigate Class Support program calls
for small crews, modular replacement-—type repairs, and
progressive overhauls. The prograr is intended to pro-
vide operating intervals of about 1U years between
major ship overhauls and modernizations. Periodically
during the 10 years, the ships have scheduled mainten-
ance performed at Intermediate Maintenance Activities
and at shipyards to maintain the ship at an acceptable
level of material condition. (See pp. 10 & 11.)

Although it is too early to reach any firm conclusions
regarding the effectiveness of the program, 3a0
identified several potential problem areas which,
unless closely monitored, could affect the success of
the program. GAO noted that:

--The data base on which several of the new logistics
concepts are based and which will be used to evalu-
ate program effectiveness is inaccurate and unreli-
able. However, the Navy is currently undertaking
steps to improve this situation. (See p. 12.)

--A new supply support concept which the Navy considers
critical to the success of the new logistics concept
must be carefully implemented and monitored to ensure
that previously identified material visibility and
control problems are eliminated. (See pp. 13 to 15.)

—~Close adherence to the class maintenance plan, which
is considered essential, will raquire close and high-
level monitoring to ensure that prescribed mainten-
ance schedules are met. (See op. 15 to 16.)

rhe second element of the project, the Engineered
Uperating Cycle program, is also intended to extend
the interval between major ship overhauls of several
different classes of surface ships. The program
involves (1) the development of maintenance require-—
ments based on an engineered review of past perform-
ance, (2) a baseline overhaul to each cuio, if
required, that restores it to a "like new" condition,

ii



and (3) a class maintenance plan which identifies what
and when maintenance on shio systems and equipment is
to be performed during trief, veriodic, restorative
actions at intermediate maintenance activities or
shipyards. (See p. 16.)

For this program, GAO noted potential problems similar
to those described in the Guided Missile Frigate Class
Support program. Again, the data systems, on which
the new maintenance and logistics concepts contained
in the program are based, are of questionable accuracy
and reliability. Also, close adherence to the class
maintenance plan is essential. Finally, the Navy is
implementing the program without having clearly defined
what is the current level of material condition of
ships in the program, what should it be, and how it is
to ke maintained. (See pp. 20 to 23.)

The Intermediate Maintenance Activity uUngr.ie program
resulted primarilv from an increased intermediate
maintenance workload expected to result from the

Guided Missile Frigate and Engineered Overating Cycle
programs. The orogram encompasses (1) a modernization
and improvement program of shore and afloat inter-
mediate maintenance activities, (2) Navy initiatives

to better train its intermediate-~level maintenance
personnel, (3) studies assessing the need for automated
test equipment to detect malfunctions in electronic
components, and (4) an experimental wrogram to contract
out excess intermediate work to private industry.

(See p. 24.,)

GAO believes that based on the following observations
and on its recent work in this area, 1/ the moderniza-
tion and improvement program of shore and afloat
intermediate maintenance activities may be oremature.

-~Intermediate-level maintenance workload needs to be
more accurately defined. Current workload projec-
tions are based on Guestionable data and are orobably
overstated. (See pp. 25 to 27.)

1/"The Navy's Intermediate Ship #daintenance Program
Can Be Improved" (LCD-77-412, Sept. 23, 1977).

Jear Sheet iii



~=The Navy needs to determine th. most effective way
to satisfy its intermediate-~level maintenaance
workloads; that is. how much should be mobile and
how much should be shore-based. (See p. 31.)

~-The impact of changing Navy maintenance concepts
needs to be more fully evaluated since it directly
affects what work will have to be done during
mobilization and in peacetime. Therefore, expansion
of capability and capacity should follow onlv after
the needs are clearly defined. (See p. 32.)

The fourth element of the Ship Support Improvement
Project is the Maintenance System Development Program.
This program is a long-~term study and implementation
effort where fundamental changes in the way ship main-
tenance is accomplished and controlled are being
addressed. (See pp. 34 to 42.)

Because the work on the Maintenance System Development
Program is only in its early stages, it would be pre-
mature to draw any firm conclusions on whether the
program will result in an improved ship maintenance
strategy. This will depend on the (1) scope of the
studies, (2) accuracy of the data used in the studies,
(3) reasonableness of proposals generated by the
studies in the program, (4) Navy's acceptance of the
various proposais, and (5) extent to which the Navy
will implement accepted proposals. Presently, only a
few studies are in the implementation stage. (See

Pp. 42 to 43.)

MAINTENANCE -SYSTEM  DEVELOPMENT
PROGRAM CONTRACT

The Navy had three alternatives available *o do the
Maintenance System Development Program work. It could
either contract out the entire effort; do the entire
effort in-house; or do a combination of both. Without
fully evaluating these alternatives, the Navy chose to
contract out the entire effort. (See pp. 44 to 45.)

The prime contractor selected, American Management
Systems, Inc., was one of eighteen firms which sub-
mitted technical and cost proposals for the program
work. Although the contractor's cost proposal was
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among the highest submitted, the Navy ultimately chose

it because of its technical proposal. (See pp. 45 to 47.)

The original contract was awarded in fiscal year 1976.
Since then, two annual contracts have been awarded to
the same contractor on a sole-~source basis. (See

p. 47.)

Work—~force capability was considered a prime factor

in contractor selection. A brief analysis of contrac-
tor staff qualifications and a comparison of current
staff capability with that included in the original
proposal showed that staff qualifications were
adequate and staff capability had not diminished.

(See pp. 47 to 49.)

RECOMMENDATIONS - TO  THE - COMAITTEE

GAO's recent repo: . on the Navy's intermediate mainten-
ance program inclu =d several observations and recom-
mendations on issues such as (1) work requiréments’
definition and quantification, (2) alternatives to
satisfying work requirements, and (3) impact of chang-
ing maintenance corcepts on intermediate-level mainten-—
ance needs. The Navy generally concurred and promised
corrective action.

Although some progress has been made, GAO believes that
the Navy still needs better information on and analyses
of the above issues before it can establish what tyve
and how much intermediate-level maintenance capability
is needed. 1In view of current Navy efforts to obtain
funds to upgrade and improve intermediate-level main-
tenance facilities, GAO recommends that before acting
on future requests for funds the Committee require

the Navy to provide specific evidence which clearly
demonstrates the need for such facilities. (See

p. 33.)

Also, since the cost of the Maintenance System Develop-~
ment Program is substantial and the results of the
program could lead to permanent changes in the Navy's
ship maintenance system, the Committee should require
the Navy to periodically report on the results of these
var ious Program studies and  heir implementation status,
and, if they are not implemented, to explain why. (See
p. 43.)



AGENCY COMMENTS

At the instruction of the Subcommittee on Defense,
House Committee on Appropriations, %AO did not solicit
official written comments from the Departments of
Detense and the Navy. However, matters contained in
the report were discussed with Navy officials and their
comments were incorporated where appropriate.
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CHAPTER 1
INTRODUCTION

The cbjective of the Navy's multibillion dollar ship
maintenance and modernization program is to sustain enough
ships in good condition to meet current requirements.

To do this, the Navy has adopted a periodic, multi-
level approach to accomplishing ship maintenance requirements
which, depending on the type and complexity of work, places
responsibility at three different levels.

--Organizational-level maintenance is normally the re-
sponsibility of ships' crewmembers. Tasks performed
at this level include inspecting, servicing, and lu-
bricating equipment.

Incermediate-level maintenance is done by designated
intermediate maintenance activities (IMAs) for direct
support of the fleet. Assigned work includes calibra-
ting, repairing, or replacing damaged or unservice-
able parts, components, or assemblies; modifying ma-<
terial; and providing technical assistance to ship
maintenance personnel.

--Depot-level maintenance is done by shipyards and
other designated Industrial-type activities. These

activities are generally responsible for making major
ship overhauls, conversions, modifications, and re-
pairs to end-items and components.

At the end of fiscal year 1978, the Navy is expected to
have an inventory of about 452 ships. This inventory in-
cludes aircraft carriers, cruisers, destroyers, frigates,
submarines, and various combat support ships, such as oilers
and ammunition ships. 1In fiscal year 1977 the Navy spent
about §$3.3 billion at the organizational, intermediate, and
depot maintenance levels to maintain and modernize its ships.

Over 60 percent of the total ship maintenance and
modernization expenditures are for standard depot-level main-
tenance. 1In fiscal year 1977 the Jdepot program was about
$2.1 billion. About 70 percent of this budget is used in
naval shipyard facilities and about 30 percent is to pay for
contracting with private industry for depot-level ship main-
tenance.



The House Committee on Appropriations was concerned
about the size of the Navy's ship maintenance and moderniza-
tion program, and wanted to see if alternate, more cost-
effective ways couid be found for maintaining and modernizing
ships. '

The Committee was aware of an ongoing, four-phased Navy
effort, called the Ship Support Improvement Project (SSIP),
which was designed to develop a better strategy for maintain-
ing and modernizing Navy ships. The Committee was interested
in obtaining information on this effort. Furthermore, the
Committee requested information on the Navy's basis for se-
lecting one company--American Management Systems, Inc. (AMS)
--as the prime contractor for one part of the project, the
Maintenance Systems Deve.opment Program (MSDP).

In addition, the Committee asked us to compare Navy and
commercial shipping firm maintenance practices for support
ships, such as tankers and cargo sbips, and to provide com-
parative cost data on those ships.

On May 2, 1978, we provided a comprehensive briefing to
Committee staff on SSIP and on the contractor selection pro-
cess. Specific areas discussed included (1) major objectives
of the project, (L) Navy plans to achieve these objectives,
(3) current status of Navy efforts and future plans, (4) con-
tractual data, and (5) our preliminary observations. In-
cluded in this report are the matters discussed at that time.
Our work on Navy and commercial ship maintenance practices
will be discussed in a separate report.

SCOPE OF REVIEW

We interviewed and ohtained documents from Navy and
Navy contrictor officials. Following is a list of primary
locations in our review.
--Headquarters, U.S. Navy, the Pentagon.
--Commander-in-Chief, Atlantic Fleet, Norfolk, Virginia.
--Naval Sea Systems Command, Arlington, Virginia.
--Planning and Engineering for Repair and Alterations
Office for Amphibious Ships and Craft, Norfolk,
Virginia.
--Defense Contract Audit Agency, Alexandria, Virginia.

--American Management Systems, Inc., Rosslyn, Virginia.



CHAPTER 2
THE SHIP SUPPORT IMPROVEMENT PROJECT

The Navy is engaged in a comprehensive, long-term ef-
fort to review its ship maintenance strategies, require-
ments, and resources for all classes of surface ships. The
purpose of the effort, referred to by the Navy as the Ship
Support Improvement Project, is to develop an overall, inte-
grated ship maintenance system to improve and maintain ship
material condition.

EVOLUTION OF THE PROJECT

The driving factor behind the establishment of SSIP was
the Department of Defense's (DOD's) and the Navy's long-
standing concern over the material condition of its fleet of
surface ships. It was recognized that, although Navy ships
were receiving "thorough" overhauls since 1968, rerformance of
the Navy's intermediate and organizational main nance le-
vels was not adequate to maintain the ships during its oper-
ating cycle and resulted in an inadequate material condi-
tion, especially on surface ships. 1/

In recognition of these problems, the Chief of Naval
Operations established as a major Navy priority the develop-
ment of "* * * a comprehensive program to promote an early
improvement in the fleet's material condition."™ SSIP was
established as the main, long~term initiative associated
with this objective.

The project started in February 1974, when the Secre-
tary of Defense and the Navy jointly determined a need to
develop an integrated, engineered, reliability-~centered
ship maintenance strategy. Concept development and engi-
neering funds to carry out that tisk were granted in
July 1975.

In December 1974, the Chief of Navy Operations designa-
ted the project a major project because of its technical com-
pPlexities and high-level interest, and merged the project
with other ongoing Navy programs dealing with material con-~
dition, such as the Engineered Operating Cycle (EOC) program

1/8ee app. I for a discussion of some of the "long-standing
ship maintenance problems" recognized in the Navy. The
appendix discussion is excerpted from the Navy's fiscal
Year 1577 Program Objective Memorandum.



the Intermediate Maintenance Activity Upgrade program, and
the Guided Missile Frigate (FFG-7) Class Support program.
The organizational plan for the project was referred to as
"RED E" and .iater retitled the Maintenance System Develop-
ment Proqram. PMS-306, located in the Naval Sea Systerms
Command, was assigned as tbhe project office. It is re-
sponsible for the planning and devzlopment effort associated
with the four programs.

PROJECT GOALS AND OBJECTIVES

The goal of SSIP, as currently defined, is to develop
an overall, integrated ship maintenance system to improve
and maintain ship material condition. The project is ex-
pected to improve the Navy's understanding and actual per-
formance of all aspects of ship maintenance, from require-
ments definition through facilities improvements. The ef-
fort recognizes ship maintenance throughout the life cycle
of ships. The objectives of the project are to:

-~Clarify and refina the Navy's current ship mainte-
nance policy.

--Integrate and coordinate other Navy ship maintenance
programs.

--Provide support for classes of ships designated for
new Engineered Operating Cycles.

--Engineer improvements to existing technigues, methods,
and facilities.

The goals and objectives of the project will be accom-
plished via four separate yet interrelated efforts.

-=FFG-7 Class Support program.

~-EOC program.

-~IMA Upgrade program.

--MSDP.

A brief descripticn of each program follows.

FFG-7 Class Support Program

The Guided Missile Frigate Class Support program con-
sists of life-cycle maintenance support procedures for the



FFG-7 class ships. This ship class was designed for

limited operational manning, with limited self-maintenance
capacity relative to earlier ship designs and with a speci-
fic maintenance policy. Integrated logistics support capa-
bilities, such as component rework, supply support, ard
tailored technical documentation to support a component
change-out versus an onboard ship repair concept, and a spe-
cial information system (Logistic Data System) are being
developed. The first ship of the FFG-7 class was delivered
to the Navy in late 1977. (See ch. 3 for more details.)

Engineered Operating Cycle program

The Engineered Operating Cycle element of the preoject
involves the development of plans and procedures to support
the extension of the nominal period (cycle) betweer regular
ship overhauls. This program involves (1) the development
of maintenance requirements based on an engineered review
and past performance, (2) an introductory (baseline) ship
overhaul plen that specifies all ship repairs and reliabi-
lity alterations required prior to entering the new cycle,
and (3) a class maintenance plan which identifies when and
what maintenance on ship systems and equipment is to be per-
formed. This program applies to 127 surface combatant ships
of several ship classes.

In 1977, 135 FF-1052 class ships entered baseline over-
haul. By 1984 about 260 ships, or about 50 percent of the
Navy's total fleet of ships, are expected to be covered by
an operating cycle program such as EOC, FFG, or a previously
developed system for submarines. (See ch. 3 for more de-
tails.)

IMA Upgrade prcygram

This element of the project is designed to improve the
Navy's ability to adequately support maintenance require-
ments for existing ships and future ship maintenance poli-
cies such as FFG and EOC. The Upgrade program involves
modernization and improvement of shore and mobile IMA facili-
ties to improve workflow, working conditions, and mainte-
nance personnel training. The program also includes an
effort to assess a need for better‘ test equipment to detect
malfunctions of shipboard electronic components and an expe-
rimental program to contract excess IMA work to private in-
dustry. {(See ch. 3 for details.)
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MSDP

MSDP is a Navy development and implementation effort where
fundamental ard long-term changes in the way the Navy
accomplishes and controls ship maintenance are being address-
ed. The basic goal of the program is to develop an integrat-
ed ship maintenance system to imporve the material condition
of surface ships.

To accomplish this gcal, the program is being approach-
ed along three paths: first, to improve allocation of re-
sources to measure the impact of changes upon material read-
iness and to improve the ship maintenance management and con-
trol functions in the Navy; second, to develop procedures
to more accurately define preventive and correc:ive ship-
board maintenance requirements; and third, to identify and
implement improvements in the actual delivery of maintenance
in such areas as shipyards, the supply system, maintenance
manpower planning, and training.

The Navy, through the use of a contractor, is identify-
ing and analyzing problems and developing recommendations
for improvements in the above areas. Based on these analy-
ses, the Navy plans to implement improvements to the ship
maintenance system where appropriate. (See ch. 4 for more
details.)

The Navy considers the EOC, the FFG-7 Class Support,
and the IMA Upgrade programs to be short- to intermediate-
term programs; that is, they are expected to be completed
and implemented by the early to mid-1980s. MSDP, however,
will probably not be completely implemented by the mid-1980s
although certain tasks may be completed and implemented be-
fore that time. As of August 18, 1978, the Navy estimated
the total cost of the programs, between fiscal years 1977
- and 1983, to amount to about $0.6 billion. Projected per-
sonnel increases amount to about 640 People. Analysis of
the cost totals revealed the following breakdown.



Project Costs (note a)

Program FY 77 FY 78 FY 79 FY 80 FY 81 FY 82 FY B3 Total
---------------------- (millions)-=---=c—ms—mermcmmenoe e
MSDP
(note b) $ 5.1 $8.9 S 8.8 §$ 10,8 $ - $ - $ - $ 33.6
EOC
(note c) 4.7 13.3 17.3 14.9 17.9 25.5 37.3 130.9
FFG 6.0 15.7 27.0 53.5 53.1 ©58.6 66.4 280.3
IMA 6.9 12,0 50.9 58.0 52.7 15.4 3.5 199.4
Total
SS1P $22.7 $49.9 $104.0 $! 7.7 $123.,7 $99.5 8107.2 $644.2

a/ Data Source: July 1978 Five-Year v.efense Plan with budcet
revisions through August 18, 1978, as provided by PMS-306.

b/ Includes early implementation costs in fiscal year 1979-80.
¢/ Does not include ship overhaul costs.
A significant portion of SSIP is expected to be done by

contractors. To date, contracts amounting to about $47 mil-
lion have been awarded.

In the remainder of the report, we will address the
following topics for each of the four program elements of
the ship Support Improvement Project.

--Major objectives of the project and Navy plans for
achieving these objectives.

--Current status of the project and future plans,
--Contractual data.
--Observations.

Additionally, since the Committee expressed special in-

terest in the selection of AMS as the prime contractor for the

MSDP portion of the project, we have provided information on
this area. This is discussed in chapter 5.



CHAPTER - 3

THE’SHIP‘SE?PORT'IMPROVEMENT'PROJECT:

A-DISCUSSION-OF -PROGRAMS -WELL UNDERWAY

As previously discussed, the Ship Support Improvement
Project merged several ongoing Navy programs designed to
improve the material condition of surface ships with a
long-term stndy and implementation effort designed to effect
fundamental changes in the way ship maintenance is accom=-
plished and controlled by the Navy. Two of the ongoing
programs, the Guided Missile Frigate Class Support program
and the Engineered Operating Cycle program, have been
designed to provide a structured approach to maintenance
support for selected classes of ships, This approach
includes scheduled, pveriodic, preplanned ship maintenance
availabilities at the intermediate and depot levels
and improvements in the logistics supoort system. The
third proyram which was ongoing, the Intermediate Maintenance
Activity Upgrade program, is designed to provide the
intermediate maintenance support thought to be necessary
to implement FFG-~7 and EOC as well as other Navy ships
maintenance programs.

For the FFG-~7 program we noted:

~~The data base on which several of the new logistics
concepts are based and which will be us2d to evaluate
program effectiveness is inaccurate and unreliable.
However, the Navy is currently undertaking steps to
improve this situation. (See p. 12.)

--A new supply support concept, which is critical to
the success of these new maintenance concepts,
must be carefully implemented and monitored to
ensure that previously identified material visibility
and control problems are eliminated. (See pp. 13 to 15.)

~~Close adherence to the class maintenance plan, which
is considered essential, will require close and high-
level mciitoring to insure that prescribed maintenance
schedule: are met. (See pp. 15 to 16.)

In the EOC program, we made similar observations. 1In
addition, the Navy is implementing the program without
having clearly defined what the current level of material
condition is for ships in the program, what should it be,
and how it is to be maintained. (See pov. 20 to 23.)



Concerning the IMA program, we believe t.at based on
the following observations, implementation of facility
improvements may be premature.

-—~IMA workload needs to be refined. Current project-
ions are based on guestionable data and are probably
overstated. (See pp. 25 to 27.)

~~The Navy needs to determine the most effective way
to satisfy its IMA workload; that is, with mobile or
shore activities located overseas or in the United
States or a combination of both. (See p. 31.)

~~The impact of changing Navy nmaintenance concepts and
of the long-~term efforts of the Ship Support Improve-
ment Project and the Maintenance System Development
Program need to be more fully evaluated. (See p. 32.)

GUIDED MISSILE FRISATE CLASS SUPPORT PROGRAM

A phase of the SSIP program extending maintenance
strategy planning to new surface ships is the FFG-7 program.
When considering the design in 1971 for a new class of
guided missile ships that were to be introduced into the
fleet, the Chief of Naval Overations determined that they
would have o include certain goals of increased operational
availability, combined with minimized shipboard manning,
that is, 90 percent availability and 1R85 shipboard accom-
modations. While a precise definition for availability has
not been developed, the Navy expects that the time a ship is
not at a depot or IMA facility will be about 12 percent more
than current ships. The 185 accommodaticns include a heli-
copter attachment of about 35 people. The remaining 150
crew members are abouat 100 fewer than a current shio of
similar size and mission.

Fifty-five ships are expected to be built under the
FFG~7 program. The first ship was delivered to the Navy
in the fall of 1977.

The total cost of the SSIP planning and support of
the 55 ships projected to be in the program for fiscal
years 1977 to 1983 is about $280 million.

The Navy's goal of increased operational availabilitw
was to be partly achieved by minimizing the amount of time
for depot maintenance, while at the same time, decreased man-
ning called for deemphasis of organizational maintenance. Both
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